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ABSTRACT

The Bl oom ngton Fire Departnment began using Rookie Firefighter
Performance Eval uations in Septenber, 1989. The problem was that the
performance eval uations currently used by the Bl oomnmi ngton Fire Department did
not objectively evaluate or docunent the essential job functions of the
rookie firefighter. The purpose of this research was to produce an objective
rookie firefighter performance appraisal formthat eval uated and docunented
the essential job functions for the rookie firefighters of the Bl oom ngton
Fire Departnent.

Action research was used to answer the follow ng questions:

1. What are the primary conponents needed for an objective perfornmance
apprai sal fornf

2. What grading system should be used to evaluate the r ooki e

firefighter of the Bl oom ngton Fire Departnent?

3. Should the performance of rookie firefighters at training and fire
scenes be docunented on the performance apprai sal fornf

4. \What are the benefits of the new perfornmance appraisal to the
rookie firefighters of the Bloomi ngton Fire Depart ment ?

A literature review was conducted on the need to eval uate and document
enpl oyee performance | evels, the benefits of performance appraisals, biases

i nvol vi ng subj ective appraisals,



ways to limt problens involved with performance appraisals, and the
different types of performance appraisals used in the fire service today.
The procedures were to set up a cormittee and sel ect which essentia
job functions would be evaluated on the appraisal form The conmittee
revi ewed several other fire departnent’s evaluation prograns and sel ected a
format and gradi ng system After witing the evaluation form and receiving
approval fromthe Fire Chief, the final appraisal formwas presented to the
menbers of the fire departnent.

The results showed the main conmponents needed for an objective appraisa
were the stated purpose and guidelines, definition of ratings, a conments
section, job descriptions, and a section to grade and date the performance
I evel. The nost useful grading systemfor the Bl oom ngton Fire Departnment
was a conbi nation of the graphic scale and performance essay format. The
results further showed the benefits of using the appraisal form such as
notivation, communication, and documentation.

The recomrendations to the Bl oomi ngton Fire Departnment were to give
annual appraisals, provide continued training for evaluators, and expand the
programto provide performance evaluations for all firefighters of the

depart ment.
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I NTRODUCTI ON
The Bl oom ngton Fire Departnment began using Rookie Firefighter
Per f ormance Eval uations in Septenber, 1989. Since their inception, there
have been many changes to the process of evaluating and docunenting the
rookie firefighter’s performance. The problemis that the perfornmance
eval uations currently used by the Bl oom ngton Fire Departnent do not
objectively evaluate or docunent the essential job functions of the rookie
firefighter. The purpose of this research is to produce an objective rookie
firefighter performance appraisal formthat evaluates and documents the
essential job functions for rookie firefighters of the Bloom ngton Fire
Depart ment.
Action research methodol ogy was used to answer the follow ng questions:
1. What are the primary conponents needed for an objective
per f ormance apprai sal fornf?
2. \What grading system should be used to evaluate the r ooki e
firefighter of the Bl oom ngton Fire Departnment?
3. Should the performance of rookie firefighters at training and fire
scenes be docunented on the perfornmance apprai sal fornf
4. \What are the benefits of the new performance appraisal to the

rookie firefighters of the Bl oom ngton Fire Depart ment ?

BACKGROUND AND SI GNI FI CANCE
In Septenber of 1989, Fire Chief U ysses Seal and other supervisory

staff of the Bloom ngton Fire Departnment decided that perfornmance appraisa



forms should be used to evaluate current rookie firefighters on the
departnment. There were two nain reasons for this decision. The first reason
was to create a paper trail of the rookie firefighter’'s past perfornmance.
This allowed the Station Captain to nonitor the firefighter’s inprovenents
and/or deficiencies on a nonthly basis. The second reason was to provide the
Executive Board of the Fire Departnent with nore information needed to vote
the rooki e/ probationary firefighter to permanent status. Prior to using the
apprai sal forns, the Executive Board voted on the probationary nenber by
listening to reconmendati ons nmade by other firefighters. The use of the
apprai sal form ended the popularity vote.

The performance appraisal was given to the rookie firefighter every
month for the first six nmonths of service. The 10 subjective questions were
graded on a point system wth “above average” receiving five points and
“bel ow average” receiving one point. There was also a sliding nuneric scale
that measured proficiency as a firefighter. This scale ranged fromthe high

“

score of 50 for “above expectations” to the |low score of 10 for “not neeting
expectations”. The total of both scores was recorded for each nmonth and a
copy of the appraisal was given to the rookie firefighter and placed in their
personnel file.

The significance of the problemis that the Bl oom ngton Fire Departnent
currently does not have a performance appraisal formthat allows supervisors
to grade rookie firefighters on specific, essential fire fighting operations.
There is also no systemin place to pernmanently docunent when and where the

rookie firefighter denponstrated the basic fire fighting skill to be graded.

This research project addresses the issue of inplenmenting change by



using the transitional perspective that was covered in the Strategic
Managenment of Change course taught at the National Fire Acadeny. By

repl acing the current performance appraisal, the Bl oom ngton Fire Departnent
will be able to permanently docunment all fire training received by the rookie
firefighter and provide the feedback needed for positive |earning.

LI TERATURE REVI EW

Per f ormance apprai sals have becone a very inportant tool for the fire
adm ni strator. Because of legal and political pressures in the area of
training and safety accountability, today’'s fire administrator needs the
ability to evaluate and docunent the enpl oyee’s performance | evel (Davis,
1991). Julius E. Halas (1988) further states:

They point out that new demands for performance accountability
brought about by “belt tightening” canpaigns, as well as court decisions
concerning discrimnation, i nconpet ence, and negligence, make it essentia
that the public service sector maintain accurate, objective records of
enpl oyee performance. |In short, a well designed, properly used appraisa
systemis essential for effective managenment, wel | -being, and survival of
today’ s emergency organi zations. (p. 11)

The performance apprai sal should be recognized for the many benefits it
provi des the fire service organization if conducted properly. As a
comuni cation tool, the appraisal allows the enployee to know how t he
supervi sor feels the enployee is doing. It identifies any needed changes in
the enpl oyee’ s behavior, skills, or job know edge. It also provides the
basis for coaching, counseling, and future planning. As a notivational tool

the apprai sal gives the enployee the clear-cut standards for himher to neet.



It also provides two-way conmuni cati on so the supervisor can understand the
reasons behind an enpl oyee’ s underachi evenent and change the behavior. As a
recognition tool, the enployee realizes that the departnent is aware of both
under achi evenment and superior performance. It also allows the supervisor to
recogni ze managenent practices that are inhibiting perfornance. And as a
docunentation tool, the appraisal becones a permanent record of past
behavior. It can be used as guideline to neasure both positive and negative
future behavior of the enployee (Stein, 1988). As referenced in the August
1996 Fire Chief nmmgazine, the author stated that performance eval uations
serve three basic functions in the fire departnment. The first function was
to i nform subordi nates on how they were doing. The second was to give
supervi sors an objective nethod to evaluate performance. And the third
function was to identify and allow the correction of any deficient behaviors
(Aur nhanmer, 1996).

As performance apprai sals becanme a part of the fire service, problens
surfaced regarding the subjectivity and personal biases that occurred from
their use. Dan Hadden and Sue Wells (1995) stated:

Unfortunately, since performance appraisal systens normally

depend on one person eval uating another, they al so provide

opportunities to reflect biases. 1In the United States, per formance
apprai sal s have been the subject of numerous | awsuits before the courts
and chal | enges before the Equal Enmpl oynment Opportunity Conmm ssion. (p.38)
Karen Kay Zucco and Robert Ridgeway (1987) further stated:

W t hout know edge of the standards and a proper assessnent program

enpl oyees are likely to perceive unfairness, subjectivity, and bias in the



evaluation. There will likely be charges of favoritism...little rea
consi stency between supervisors, (with the consequence of) divisiveness
and conflict within the organization. (p.44)

To limt the nunber of problens associated with poorly witten and
admi ni stered performance appraisals, several objectives were recommended to
be followed. “First we nust realize to do it right, we need to involve the
whol e organi zation. Largely the success or failure of performance eval uation
in any organi zation will be dependent on the managerial phil osophy under
which it is established.” (Halas, 1988, p.11l) “The organization nust also
establish realistic and achievable goals. They nust be nmeasurable, and
specify who is to do what, at what tine.” (Carter, 1988, p.19) And Allen

Clark (1986) further states:

To correctly eval uate personnel, departnents mnust devel op j ob
descri ptions upon which to base their appraisals. Rel atively easy to
devel op or adapt from another departnment, j ob descriptions and

personnel evaluations tell firefighters what is expected of them how wel
they are doi ng, and how to inprove their performance. (p.68)
The performance apprai sal must be practical, notivational, |egal, credible,
conplete, admnistered fairly, and subject to inspection by the enpl oyee
bei ng evaluated. |In addition, any rating that is bel ow satisfaction should
be clearly stated on the formwi th an explanati on on how to i nprove the | ow
eval uation (Hal as, 1988).

Because of various departmental structures, there are currently severa
different types of performance appraisals used in today's fire service.

“There is no one formthat is universally appropriate in evaluating all job



classifications. No one type of evaluation fornmat or process will work in
all cases.” (Gerspach, 1988, p.2) Harry Carter (1988) further states:

There are a nunber of different rating formats which can be used
to provide the paperwork basis for equating performance to requirenents.
Vet her a numerical index or a verbal statenment is used, it should
contain enough information to cover the fullest possible range of tasks
performed by an i ndi vidual within their specified position description

(p.19)
The four basic types of performance eval uation formats consi st of the
performance essay, critical incident analysis, forced choice/distribution
and the graphic scale. The performance essay is used when there are few
tasks perforned on a daily basis and enpl oyees are eval uated on their broad
goals. The critical incident analysis focuses on the enpl oyee’s actions
during a specific incident rather than on day-to-day activities. The forced
choice/distribution format causes the supervisor to nmake the statenent that
the enmpl oyee is perfornming at a pre-described, pre-designated level. It does
not allow broad interpretation of the satisfactory or unsatisfactory
conpletion of daily tasks. The last type of performance appraisal is the
graphic scale format. The fire officer indicates the performance |evel of
the enpl oyee by using definitive rating statements and places the figures on
a sliding scale. This format, conmbined with sone degree of the perfornmance
essay, conprises the basic fornmat of nost fire service performance eval uation
forms (Gerspach, 1988).

In sutmmary, the literature review identifies the inportance of using

the performance appraisal to docunent and eval uate the enployee' s job



performance. The research of Dr. Harry Carter, Julius Halas, and others in
the field has reveal ed the necessity of having a performance appraisa
process in the City of Bloom ngton. Because of this research, the
Bl oomi ngton Fire Departnent has identified the need for changing their
current evaluation process and is currently working towards conpleting this
t ask.
PROCEDURES

After it was determined that the current rookie firefighter performance
eval uati on needed to be changed, Fire Chief Seal reconmended that the old
format be renopved and replaced. A conmittee was forned to discuss what
format woul d be used to evaluate the rookie firefighters. The comrittee was
made up of the Deputy Chief of Training, one District Chief, two Station
Captains, two firefighters, and one rookie firefighter currently in the
eval uation process. The committee nmet several tines and reviewed severa
other fire department’s evaluation prograns. The committee selected a
gradi ng system based on specific tasks that the rookie firefighter would
performin training and on fire scenes. A grade of outstanding, above
average, average, and unsatisfactory would be given by the evaluator, and the
date of the task conpletion would be recorded. There was also a narrative
section included after each subject so that comrents and observations could
be docunented. The perforned tasks were given a letter grade based on the
| evel of observed performance. An “A’ was given for outstandi ng perfornmance,
a “B” was given for above average, a “C’ was given for average, and a “D’" was
given for unsatisfactory. Any outstanding or unsatisfactory grade had to be

explained in the witten comment section. The conment section was al so used



for suggesting ways to inprove job perfornmance as well as a notivational too
for the rookie firefighters

The performance appraisal formt was presented to Chief Seal and
approved. The comm ttee then presented the appraisal formto the officer
staff of the departnment and expl ai ned how the eval uati on process was to be
conpleted. After sone minor changes to the appraisal content, the fina
docunent was presented to every nenber of the departnment. A suggestion was
made by the nmenmbership to try the new performance appraisal for a year and
have the conmmittee report back to the nenbership with any changes or
i mprovenents needed with the program

There were several limtations found in selecting and witing the
performance appraisal for the Bloom ngton Fire Departnent. The first
limtation was finding a fire departnent that was similar to the size of
Bl oom ngton, volunteer status, with a conpl eted perfornmance appraisa
program Finding none, the comrittee chose several different parts of other
prograns to create the format used for Bl oom ngton. The second limtation
was the tine allowed to research the project. The comittee was given two
nmonths to research, select, and inplenment the project.
The third limtation was the final perfornmance apprai sal was given only to
the Bl oomi ngton Fire Departnent for evaluation. |If it was possible, the
final performance apprai sal should have been given to a sinilar size
departnment for their evaluation and critique of the program
RESULTS

1. What are the primary conponents needed for an objective performance

apprai sal fornf



The research conducted in the literature review states the first
conponent needed for the objective performance appraisal is stating the
pur pose and guidelines for the evaluation on the appraisal form This
provi des the evaluator directions on how to conduct the eval uation
objectively and allows each firefighter to be eval uated using the sane
grading criteria. The second conponent needed is the definition of the
ratings. This provides the evaluator and the firefighter a specific grade
based on the performance of the task observed on the fire scene or in
training. The third conponent needed is the conment section at the end of
each grading section on the appraisal form This allows the evaluator to
provide witten docunentation of outstanding or unsatisfactory performance
and the ability to provide the firefighter reconmendati ons on how to inprove
their performance. The fourth conponent needed is the list of job
performances to be evaluated. These were taken directly fromthe job
description and trai ning manual currently used by the Bl oom ngton Fire
Department. The | ast conponent needed is a place to docunent the date of
when the firefighter perforned the task to be graded. This provides the
departnment accurate and accountable training records to be placed in the
firefighter’'s personnel file.

2. What grading system should be used to evaluate the rookie
firefighter of the Bl oom ngton Fire Departnent?

The gradi ng systemthat was sel ected by the appraisal conmittee was a
combi nation of the graphic scale and performnce essay formats. The research
shows this format is the nbst common grading systemused in fire departnent

apprai sals and the grading criteria matched the objectives of the Bl oom ngton
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Fire Departnent program The foll owi ng bar graph illustrates the different
gradi ng systens used in the 15 performance appraisals that were eval uated by

the Bl oom ngton Fire Departnent Appraisal Comrittee:
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The graph illustrates that over half of the performance appraisals eval uated

by the comrittee used a conbination of the graphic scale and perfornmance
essay format. This would be consistent with the findings of Janmes Gerspach,
found in the literature review

3. Should the performance of rookie firefighters at training and fire

scenes be docunented on the performance appraisal fornf



Yes. The research shows that the conpleted appraisal formcan be used
to permanentl|ly docunent training records and work performance |evels. This
provi des a “paper trail” that can provide val uabl e support when | ega
scrutiny occurs. The performance appraisal nmeasures training results, not
subj ective opinions. This allows for nore training accountability and
docunentation of the firefighter’s job perfornmance.

4. \What are the benefits of the new performance appraisal to the
rookie firefighters of the Bl oonington Fire Departnment?

The new perfornmance apprai sal has provided the departnment an objective
way to eval uate and docunent enployee performance. The training objectives
are now listed on the appraisal form and the firefighter knows what he/she
is to be eval uated on.

The apprai sal formworks as a communi cation tool between the
supervi sor and enployee. It notivates the enployee to inprove his/her
training and work performance. And it also provides a pernmanent docunent
that states when and where the firefighter denpnstrated the specific task to
be graded.

Dl SCUSSI ON

The purpose of this study was to produce a rookie firefighter
performance apprai sal formthat eval uated and documented the essential job
functions for rookie firefighters of the Bloonm ngton Fire Departnent. In
relationship to the studies found in the literature review, the conparison
results were quite simlar. The study revealed that the nost comon form of

gradi ng format of the appraisal was the conbi nation of performance essay and

11

graphic scale. This was consistent with the statenment that the sliding scale



format, conbined with some degree of the performance essay, conprises the
basic format of nost fire service performance evaluation fornms (CGerspach
1988). Other simlarities were the docunentation and accountability of
training and job performance (Davis, 1991), and the benefits of the appraisa
to the enpl oyee (Stein, 1988).

As stated in the literature review, the fire administrator needs to
have the ability to evaluate and docunent job performance in an objective
manner. A well witten performance apprai sal program can provide this too
with support fromthe adm nistration and i nput provided by the departnent’s
menbership (Halas, 1988). This is essential for any perfornmance appraisa
programto work. The enpl oyee nmust be a part of the solution process to
all ow the organi zation to grow and i nprove.

The organi zational inplication fromthis study is that the Bl oom ngton
Fire Departnent has now changed from a subjective performance appraisal form
to an objective appraisal form This change all ows supervisors to observe
and eval uate essential job functions of the firefighter w thout bias
interpretations. It also provides docunentation of conpleted training and
allows the firefighter to recognize and inprove their own performance | evel.
RECOMVENDATI ONS

The Bl oomi ngton Fire Departnent has recogni zed the inportance of the
Rooki e Firefighter Evaluation Programand is determned to succeed with the
project. The follow ng changes are reconmended to inprove the existing
program and provide for future organizational growt h:

1. Begin annual appraisals. The rookie firefighters are currently

eval uated once a month for the first 6 nonths of their probation. After the
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6 nmonth period is over, every job performance on the appraisal form nust have
a grade and conpletion date. The formis reviewed and placed in the
firefighter's personnel file. This is the |ast perfornmance appraisal the
firefighter will conplete. It is recormended that the firefighter receive
anot her performance appraisal after conpleting their probation period and
continue receiving appraisals for each year that they are on the departnent.
This woul d provide continued career devel opnent for the firefighter and

per formance docunentation for the departnent.

2. Continued training for evaluators. The current training period for

the performance evaluators is approximately 2 hours in length. The class is
taught at the fire station by the District Chief, and the evaluators are
given a copy of the perfornmance apprai sal and guidelines for admnistering
the appraisal. There is no role playing during the class and the new

eval uators never performan actual performance appraisal. It is recomended
that an outside agency professionally trained in administering performance
eval uati ons teach the evaluators the basic perfornmance eval uati on techni ques.
This class would be a mnimum of 8 hours and numerous perfornance appraisals
woul d be perforned for real life situations.

3. Departnent-w de perfornmance eval uati ons. The performance appraisa

is currently only given to probationary nenbers of the fire departnment. It
is recomrended that every firefighter, fromthe probationary nenber to the
Chi ef, have a performance appraisal at |east once a year. This practice
woul d guide the attitudes of the supervisors, firefighters, and training
staff towards the evaluation process and allow for continued i nprovenents to

t he performance apprai sal program
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BLOOMINGTON FIRE DEPARTMENT

PERFORMANCE APPRAISAL

NAME

EMPLOYEE NUMBER

JOB TITLE Probationary Firefighter

APPRAISAL PERIOD:

APPRAISER DATE
Supervisor's Signature DATE
Employee's Signature DATE

Return to Station #1 by:




FIRE CALL AND DRILL ATTENDANCE

A. Fire Calls

Number of fire calls attended for the month:

Number of truck runs for the month:

Total number of fire calls for home station:

Percentage of fire calls attended:

B. Drill Attendance

Number of regular drills attended:
Number of regular drills excused:

Number of regular drills unexcused:

Number of rookie drills attended:

Number of rookie drills excused:

Number of rookie drills unexcused:




PERFORMANCE APPRAISAL INSTRUCTIONS

The purpose of the performance appraisal is to document the firefighter's job
performance during their probationary period with the fire department. These informal
reviews will be conducted by the firefighter's Captains and reviewed by their District
Chief. They will be kept in the firefighter's personnel file and reviewed by the Executive
Board and Deputy Chief of Administration on completion of the 6 month review period.

The benefits of a perfomance appraisal program include increased communication
between the probationary firefighter and their supervisors. It also allows for recognition
of outstanding performance and identifying job performance issues that need
improvement. This is to be used as a learning experience and follow up reviews may be
necessary.

The following guidelines will be used when completing this form:

1. Be accurate. Document only facts, not opinions. Write down and document
incidents where positive or negative job performance is observed.

2. Be specific. Use actual employee performance examples to justify your ratings. Do
not use your opinion on how the firefighter might do a specific job function. If you do not
observe performance in a specific area, use training sessions to document the
performance.

3. Use the "Comments" section. Any outstanding performance as well as unsatisfactory
performance must be documented in this section. Additional documention can be used
and stapled to the appraisal form.

4. You will receive 6 copies of the evaluation form at the beginning of the probationary
period. Complete and date the tasks you observe on the fireground and in training for
each of the six months. At the end of the 6 month period, the final evaluation form is to
be filled out completely with grades and dates observed. (Remedial/extra training may
be required to accomplish this.) The final copy will be sent to the Deputy Chief of
Administration and placed in the probationary member's personnel file.

5. If you have any further questions on the completion of this form, contact your District
Chief. If none are available, contact a Deputy Chief to assist you.



OUTSTANDING

ABOVE AVERAGE
AVERAGE

UNSATISFACTORY

DEFINITION OF RATINGS

Demonstrates expert skills, knowledge, and abilities (must be
explained in writing.)

Exceeds minimum job requirements.
Meets minimum job requirements.

Does not meet minimum job requirements (must be explained
in writing.)



PERFORMANCE APPRAISAL
FIREFIGHTER

Mark rating in box for each item.

A Outstanding B Above Average @ C Average D Unsatisfactory

1) Suppression Skills
A. Engine Company

(date- ) a. Knowledge and use of policies and procedures for 1st,
2nd, and 3rd companies responding to structure fires.

(date- ) b. Knowledge and use of fire engine apparatus including
equipment, hose loads, nozzle (GPM), pump pressure.

(date- ) €. Knowledge of policies and procedures for response to
highrise fires, commercial structures, and 2nd alarm fires.

(date- )y d. Knowledge of fire chemistry, i.e. fire behavior tactics
used to suppress fire.

(date- ) e. Knowledge of building construction.

Comments:

B. Ladder Company

(date- ) a. Search and rescue

(date- ) b. Forcible entry

(date- )y c¢. Ventillation; horizontal/vertical
(date- ) d. Overhaul, pulling ceilings, salvage

(date- ) €. Operation of power tools; Hurst tool/chain saw/roof saw




Comments:

2) Safety Issues
A. SCBA

(date-

) a. Correct application and use

(date-

) b. Demonstrates familiarity: parts/change bottle/buddy

(date-

breathe
) C. Appropriate care and cleaning

B. Gear

(date-

) a. Worn correctly at all times

(date-

)y b. Cleaned and maintained

(date-

)  ¢. No missing parts

C. Fire Ground Operations

(date-

)y a. Works as a member of the team.

(date-

) b. Stays with crew.

(date-

(date-

)y  ¢. Awareness of other firefighters location.

) d. Use of PAR system/accountability.

(date-

) €. Knowledge and use of stand-by company operations.

(date-

) f. Knowledge and use of incident command.




Comments:

3) Rules and Procedures

(date- ) a. Understandstands and follows department rules and
regulations.
(date- y b. Understands and follows chain of command.
(date- )  ¢. Understands and uses proper radio communication.
Comments:

4. Interpersonal skills

(date- )y a. Respectful and relates well with public.

(date- ) b. Respectful and works well with peers.
(date- )  c. Respectful and works well with supervisors




Comments:




	Abstract
	Table of Contents
	Introduction
	Background and Significance
	Literature Review
	Procedures
	Results
	Discussion
	Recommendations
	References
	Appendix Performance Appraisal

